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Partner Organization 

          Founded in 2020, Copia Automation develops and deploys software that streamlines 

operations, reduces downtime, and improves day-to-day tasks for automation professionals.  

Specifically, Copia’s Git-based source control solution streamlines workflows for faster delivery 

and maximized uptime.  “Git” is a distributed version control system that manages and tracks 

changes to source code and other files in software development projects (Chat GPT).  This saves 

automation professionals considerable time by reducing time spent reviewing code, code 

changes, and issue resolution. 

          Adam Gluck founded Copia in 2020.  Gluck, CEO of Copia Automation, graduated from the 

University of Chicago and was an early hire at Uber as an engineer.  He rose steadily in the 

organization and launched Uber’s engineering strategy team.  After six years at Uber, Gluck 

channeled his inner passion for software development, and founded Copia Automation.  His 

vision was simple: leverage his experience and “bring the same best practices that top-tier 

engineering organizations use to the fundamental technology that runs our economy” (copia.io, 

2024).  In 2022, Gluck was recognized in the Forbes 30 Under 30 in Manufacturing and Industry 

for his prior accomplishments and success in launching Copia. 

          Gluck’s executive leadership team (ELT) includes Matthew Lee and Ben O’Rourke.  Lee, 

Vice President of Business Development, was a Copia co-founder with Gluck.  Gluck and Lee 

were classmates at the University of Chicago and reconnected in 2019 to begin outlining the 

vision that would become Copia Automation.  Gluck and Lee sought and received the necessary 

capital from investors to launch Copia.  O’Rourke, Chief Revenue Officer, joined Copia in early 
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2023.  O’Rourke has over 25 years’ experience in operational leadership across industrial 

automation, enterprise software, robotics, and manufacturing.  O’Rourke, a retired U.S. Marine 

Corps Lieutenant Colonel, held numerous executive roles in industrial automation before 

joining Copia.  O’Rourke met Gluck at a trade show in late 2021 and would serve Gluck as an 

informal advisor before joining the organization as Chief Revenue Officer. 

          Like many start-up companies, Copia Automation operates as a lean organization with a 

current workforce of fifty employees.  The company has dedicated engineering and sales 

departments while outsourcing most other functions, such as HR, Legal, Regulatory Affairs, and 

Finance.  Since its inception as an engineering firm, roughly 50% of Copia’s employees are in the 

engineering department, which is responsible for developing and managing the software.  The 

sales organization, referred to as the Go-To-Market team, focuses on selling and deploying the 

software.  All Copia employees are committed to reimagining the industrial space and uphold 

core values that foster collaboration. 

          Ben O’Rourke leads the Go-To-Market team, which comprises six direct reports and a 

total of twenty-two members.  Below (Figure 1) is an overview of the Go-To-Market team led by 

O’Rourke: 
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Figure 1 

Go To Market Team 

 

Problem of Practice 

          Copia Automation faces several challenges and problems.  Gluck and O’Rourke both 

recognize the difficulty of balancing customer needs with investor expectations.  Customer 

acquisition and retention, talent acquisition and retention, scalability, product performance, 

revenue growth, profitability, and capital efficiency are all concerns for Copia’s ELT.  O’Rourke 

emphasizes that his primary objective is to maximize growth while achieving capital efficiency, 

which he defines as “the yield Copia can expect based on dollars invested” (personal 

communication, January 3, 2024).  Annual Recurring Revenue (ARR) is a key metric used by 

Copia to measure growth and capital efficiency.  Below I will elaborate on the primary 

challenges Copia faces in increasing ARR. 
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Talent Acquisition & Retention 

          O’Rourke described many of the challenges the Go-To-Market team (sales organization) 

faces regarding customer acquisition and retention.  First, he characterized turnover within the 

sales organization as too high.  He described the difficulty in sourcing talent with the right 

technical expertise and retaining that talent once onboarded.  As a co-founder, Lee built the 

sales organization that first year.  Lee noted that 100% of that initial sales team is no longer 

with Copia.  Both Gluck and O’Rourke emphasized the importance of the sales organization and 

its role in customer acquisition and retention. 

Performance 

          Gluck discussed the importance of scaling the business.  He noted that Copia would 

pursue a third round of investing in Fall 2024 and the need to show internal and external 

growth would be crucial.  Externally, he described the need to grow revenue and profit ahead 

of Fall 2024.  Internally, he discussed the need to improve internal processes and infrastructure, 

employee development, and employee performance.  One piece of new infrastructure Gluck 

described was Copia’s Customer Relationship Management (CRM) system.  Gluck posited that 

the system would enable employee efficiency and improve performance.  The CRM system also 

provides valuable data and insights to Copia senior leadership specific to employee 

performance. 

          Regarding employee performance, Gluck noted that while voluntary turnover was too 

high, so was involuntary turnover.  He described deficient performance and lack of engagement 

as the top two reasons for terminating an employee.  Not only is turnover counterproductive 
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when acquiring and retaining customers, but it’s also costly.  There is a cost to source, hire, 

onboard, and train a new employee.  Additionally, because Copia outsources its HR and Legal 

functions, there is an added cost beyond the severance package when separating an employee.  

This cost presents problems when trying to maximize capital efficiency. 

Affinity 

          Copia is headquartered in New York City, and more than 75% of Copia’s workforce is 

remote.  Gluck talked about the challenges of a remote workforce and the impact on culture.  

He attributes at least part of voluntary and involuntary separations to a lack of engagement and 

affinity due to remote work.  Remote work can also be attributed to a perceived software 

quality concern by the sales organization.  This quality bias against the engineering department 

could be attributed to the challenge a remote work environment brings. 

Research Synthesis 

          Research is focused on better understanding the Software-as-a-Service (SaaS) industry, 

sales enablement, and the need for adaptability and agility within the SaaS industry.  The 

uniqueness of selling SaaS products, as opposed to traditional consumer goods, presents 

specific challenges that require tailored training and onboarding.  Sales enablement, while 

encompassing these aspects, also includes a broader array of critical elements.  Finally, this 

research will explore the industry’s dynamic nature to ensure that any recommendations 

account for the constantly changing SaaS landscape. 
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SaaS Industry 

          Cloud computing technology has revolutionized software delivery within the SaaS realm, 

fundamentally transforming the industry and creating a lucrative market for providers.  

According to Better Cloud research (2017), approximately 73% of organizations are expected to 

fully adopt SaaS for their software needs (as cited in Vo, 2019).  Furthermore, the global SaaS 

industry is projected to reach approximately $10 trillion USD by 2030 (Rissanen, 2023).  This 

anticipated growth, coupled with the simplicity of the SaaS model, presents significant 

opportunities for professionals in the information technology (IT) sector. 

          According to Wohl (2008), SaaS is a method of “providing and distributing the 

functionality of software that permits an individual or organization to benefit from its use 

without taking on its implementation or ongoing management” (p. iii).  Simply stated, SaaS is 

software delivered from a server in a remote location to an organization’s desktop and used on-

line.  The on-line delivery aspect of SaaS is the primary difference between the SaaS business 

model and the traditional software delivery model, often referred to as on-premises software 

(Kshatri, 2022). 

          SaaS is primarily a subscription model meaning payments are stretched out over time.  

SaaS companies monetize their software by either charging for each transaction or using an 

advertising model where users are exposed to relevant ads in exchange for access to the 

software (Kshatri, 2022).  Because ARR measures recurring revenue over a period of time, this 

payment model is conducive to Copia’s recurring revenue and growth objectives.  However, for 
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Copia to monetize their software, they need a relevant sales model, and a capable and 

motivated sales organization, to sell the software and grow recurring revenue. 

          Selling SaaS is complex, requiring sales representatives to have the skills and abilities to 

effectively address customer needs.  While many prospective customers are drawn to the 

advantages of SaaS, they often require customization, adding another layer of complexity.  

Consequently, the sales cycle for SaaS products is considerably longer.  Vo (2019) outlines a 

sales process designed to convert prospects into closed deals (Figure 2).   

Figure 2 

SaaS Sales Process (Valuehire, 2014, as cited in Vo, 2019) 

 

          This process consists of consecutive, repeatable steps specific to the SaaS sales cycle.  

According to Vo (2019), generating and qualifying leads is the most important part of the SaaS 

sales process.  This requires the SaaS company to define the ideal customer and deploy the 

necessary resources to onboard that customer.  Vo (2019) emphasizes that personalization, 

that is adapting the software to adequately satisfy the customer’s specific needs, is crucial 

during the demonstration and trial portion of the process.  Ultimately, once the software’s 
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features and benefits align with the company’s needs, the prospective customer is converted 

into a paying customer.           

          There are many benefits associated with SaaS, and if software is not a company’s core 

competency, it may be in that company’s interest to consider outsourcing.  Outsourcing 

software needs can alleviate the usual IT concerns such as storage, operating systems, servers, 

networks, and single application capabilities, thus providing increased operational flexibility.  In 

addition to increased operational flexibility, a company embracing SaaS will also experience 

lower IT infrastructure cost (Kshatri, 2022).  The customer pays the SaaS provider for the service 

over time and may cancel the service if not satisfied.  Consequently, customer retention is 

important in the SaaS industry.  Industry statistics note the probability of selling to an existing 

customer is 60-70%, while the probability of selling to a new customer is 5-20% (Kshatri, 2022). 

         There are also many challenges associated with SaaS.  According to industry experts, many 

SaaS sales representatives are unprepared to make a sale (Heximer, 2022).  Heximer (2022) 

highlights many of the challenges SaaS sales professionals encounter in today’s competitive 

landscape.  These challenges include, but are not limited to, limited time with customers, 

ineffective sales training, inadequate leadership, and highly educated and demanding 

customers.  These challenges require SaaS companies to prioritize sales training, rethink 

traditional approaches, and foster a culture of sales enablement to succeed in the challenging 

SaaS sales environment. 
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Sales Enablement 

          According to Albro (2016), sales enablement, including effective onboarding and training 

programs, aims to optimize sales effectiveness by equipping sales organizations with pertinent 

information, content, and tools, to streamline business operations and enhance sales 

performance (as cited in Dugan et al., 2020, p.213).  Sales training and onboarding play pivotal 

roles in the success of SaaS companies.  Research has highlighted the importance of 

individualized onboarding and training programs and their positive impact on sales 

performance and fostering adaptability and creativity (Dugan et al., 2020).  By enhancing skills 

and capabilities, Copia sales professionals will have greater efficacy and capacity to help the 

organization achieve its ARR targets. 

          Research indicates that integrating people, process, and performance (3P’s) forms the 

cornerstone of sales enablement, and when combined, “create something greater than the sum 

of their parts” (Dugan et al., 2020, p. 214).  A key element of any sales enablement strategy is 

the institutionalization of employee learning.  However, employees must invest a significant 

amount of time absorbing and applying the content provided (Dugan et al., 2020).  

Consequently, Dugan et al. (2020) developed a framework to help facilitate that learning.  

Figure 3 below demonstrates how the 3 P's constitute the sales enablement framework. 

 

 

 



Boosting Efficacy and Capacity for Revenue Delivery 
 

13 

 

Figure 3 

Sales Enablement Framework (Dugan et al., 2020) 

 

          According to Dugan et al. (2020), the “people” component of the 3 P's framework 

encompasses the recruitment, onboarding, training, and coaching of sales professionals.  This 

component also emphasizes the importance of mental flexibility or the ability to adapt one’s 

thinking and behaviors in response to changing situations, current information, or unexpected 

challenges.  The “people” aspect of the sales enablement framework aligns with Mignenan’s 

(2021) competitive human capital framework, which asserts that knowledge, skills, and abilities 

are developed through training, experience, coaching, and agility. For SaaS organizations, it is 

crucial to incorporate mental flexibility, peer coaching, digital onboarding, and effective training 

into their training and onboarding programs. 

          The “process” element of the 3P’s is specific to alignment of the sales organization with 

other facets of the company (Dugan et al., 2020).  SaaS sales professionals must be aligned with 

engineering and other departments to adequately sell software in a business-to-business (B2B) 
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setting.  Finally, the “performance” element of the 3P’s is specific to understanding precisely 

what goals or objectives the SaaS company is trying to accomplish (Dugan et al., 2020).  To 

accomplish those goals or objectives, (i.e., ARR), the SaaS company must implement a robust 

training curriculum that delivers ongoing content throughout the duration of the employee’s 

tenure.  I’ll review the elements of onboarding and training in more detail. 

Onboarding 

          Employee onboarding is the initial phase of any training program, and according to 

Ahearne et al., 2022, is the most important training.  It is a structured method designed to 

integrate new hires and quickly elevate them to an appropriate level of productivity (Bauer, 

2015, as cited in Ahearne et al., 2022, p. 13).  Onboarding helps new employees learn the 

organization’s norms and values while acquiring the necessary knowledge and skills for their 

roles.  This process reduces uncertainty during the transition, promotes acceptance of the 

firm’s values, and encourages the adoption of role norms (Ahearne et al., 2022).  Simply put, 

according to Cable et al. (2013), the goal of onboarding “is to show new employees how things 

are done and to instill in them a sense of pride in their new affiliation” (p. 23). 

          According to Bauer (2010), an effective onboarding program should include four key 

components: compliance, clarification, culture, and connection (as cited in Galuppo et al., 2022) 

and should occur over the first ninety days of employment (Sharma & Stol, 2020).  Compliance 

involves teaching new employees the general rules of the company, while clarification helps 

them understand their role and associated expectations.  Culture focuses on making sense of 
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organization norms, and connection facilitates the creation of interpersonal relationships and a 

network of information essential for successful performance (Galuppo et al. 2022). 

          While onboarding has long been a staple for many organizations and new hires, the 

process is evolving.  Cable et al. (2013) argues against full indoctrination into a firm’s culture.  

They assert that expecting new employees to fully adopt an organization’s identity can lead 

them to downplay their own identities, which contradicts the idea of bringing one’s authentic 

self to work.  Instead, Cable et al. (2013) found that when firms encourage new employees to 

express their unique perspectives and strengths from the very beginning and invite them to 

frame their work as a platform for doing what they do best, it leads to better outcomes.  This 

approach is termed “personal identity socialization” (p. 24). 

          Research by Ahearne et al. (2022) indicates that a hybrid approach to onboarding, 

combining both individualized and institutionalized methods, is most effective.  An 

institutionalized approach, defined as a centralized onboarding program, involves training and 

indoctrination conducted at a central location under the employer’s control.  Conversely, an 

individualized approach, or decentralized onboarding, takes place at the new hire’s workplace 

and is managed by the employee and their manager.  Ahearne et al. (2022) discovered that 

companies utilizing both individualized and institutionalized onboarding experienced a 23.5% 

increase in sales performance as compared to those using only an institutionalized approach.  

This combination fosters innovative thinking among employees, thereby enhancing 

performance. 
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          Advances in technology are enabling individualized onboarding approaches that promote 

personal identity.  Employers can now deliver relevant content electronically, allowing 

employees to access it from any location.  Galuppo et al. (2022) argue that structured digital 

onboarding programs are an effective approach given the increasing transition to remote work.  

Their research found that when companies implement digital onboarding programs designed to 

promote adaptability rather than mere adoption, new employees feel supported and guided, 

gain a better understanding of organizational culture, and experience improved self-efficacy. 

With Ahearne et al. (2022) advocating for individualized onboarding approaches, Cable et al. 

(2010) emphasizing personal identity socialization, and Galuppo et al. (2022) highlighting the 

importance of adaptability, these studies collectively underscore the importance of recognizing 

and leveraging individual uniqueness to enhance performance. 

Training 

          Sourcing, hiring, and retaining sales professionals in the SaaS space presents significant 

challenges due to high demand and specialized skill requirements.  Consequently, the IT sector 

struggles with talent acquisition and low retention rates (Sharma & Stol, 2020).  Sales 

professionals in the SaaS space need a deep understanding of both technology and sales 

processes, requiring a unique blend of skills that is difficult to find.  Furthermore, the dynamic 

nature of SaaS products demands continuous learning and adaptability.  Research by Churchill 

et al. (1985) found that an employee’s skill level correlates positively with performance and 

argues that the management and development of salespeople post hiring are crucial.  This 
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aligns with Mignenan’s (2021) assertion that continuous training and education are essential to 

keeping employees’ skills relevant in a rapidly changing environment. 

          According to industry experts, any SaaS sales training program should entail 3 primary 

components: creating value, building trust, and employing a data driven approach (Lakhani, 

2022).  Achieving expected ARR requires existing customers to renew contracts and purchase 

additional software products.  Creating value for the customer is imperative to retain and grow 

that customer.  It requires a deep understanding of the challenges the customer faces and 

aligning those challenges with the software’s intended benefits (Lakhani, 2022). 

          Building trust enables the sales organization to effectively manage the relationship over 

the long-term.  According to Lakhani (2022), active listening, confidence, and reliability are all 

essential elements for earning trust.  Active listening allows customers the space to talk and the 

sales professionals the opportunity to understand specific pain points and demonstrate how 

their software can address those pain points.  Confidence comes from a deep understanding of 

a software product and how that product can solve issues for the customer.  If the customer is 

to pay for the service and use the service over an extended period of time, SaaS sales 

professionals must be able to confidently communicate how the features and benefits of the 

software they are selling can satisfy a customer’s software needs.  Reliability is specific to the 

salesperson’s consistency and dependability to perform their job and meet the customer’s 

expectations.  Lakhani (2022) posits that it’s important to not overpromise and underdeliver. 

          A data driven approach leverages available information and data to influence customers.  

Skilled salespeople can derive insights from data to personalize their approach based on 
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customer needs.  Lakhani (2022) asserts that effectively using data to sell provides a 

competitive advantage.  However, implementing this strategy is challenging for SaaS sales 

teams.  Mae (2022) emphasizes that insights derived from data should not be interpreted in 

isolation (as cited in Heximer, 2022).  She argues that context is important and advocates for 

collaboration across different departments and roles. 

          Investments in training are costly and according to the Association for Talent 

Development (2016), the average organization spends roughly $1 million annually on sales 

training, with the average expenditure on a salesperson approximately 20% greater than for 

other roles (as cited in Ahearne et al., 2022, p. 13).  However, according to Baldwin and Ford 

(1988), despite significant investments in training, there is a notable transfer problem, with only 

a small percentage of expenditures resulting in actual job transfer.  They argue that for training 

to effectively transfer, both the skills and behaviors acquired during the training must be 

demonstrated and sustained over a period of time.  One important variable to help transfer 

training into meaningful results, is to provide a supportive atmosphere for the employee.  

Supervisors should initially ensure that trainees have the chance to apply the new skills they are 

learning.  Subsequently, the supervisors can offer praise, improved assignment, and other 

extrinsic rewards to trainees who effectively use their new skills (Baldwin & Ford, 1988). 

           Few industries experience as much continuous change and evolution as the IT industry.  

This may explain why an environment offering constant support and feedback is essential for 

employee success.  Research by Sharma and Stol (2020) underscores the importance of 

organizational culture in fostering transparency and support to facilitate successful training.  
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Their research found that organizational support was the largest contributor to onboarding and 

training success.  This aligns with Baldwin and Ford’s (1988) assertion that managerial support 

aids in the transfer of training and facilitates sustained learning.  Sharma and Stol (2020) argue 

that support should be continuous rather than a discrete time-bound activity.  They assert that 

instead of imposing information and training on new employees, these employees should seek 

guidance from senior colleagues and be provided with a safe environment to ask questions 

without feeling embarrassed.  

Adaptability & Agility within SaaS Industry 

          Selling software as a service is unique and requires organizations to allocate time and 

resources to build the capability of its sales professionals.  It’s also a competitive and growing 

market, and according to Lakhani (2022), is projected to grow to more than $500 billion by 

2025.  SaaS companies need to rethink traditional onboarding and training approaches.  The 

traditional in-person, three-day training seminars don’t make a meaningful difference to a 

salesperson’s day-to-day processes.  Experts in the SaaS industry argue that spreading training 

out over 30 days, 60 days, and 90 day increments, improves retention, and better enables sales 

professionals to use current information and technologies to create a successful customer 

experience (Martinez, 2022, as cited in Heximer, 2022). 

          SaaS companies are beginning to adopt customer success, customer engagement, and 

customer retention principles.  All three are customer centric and are focused on identifying the 

needs of the customer, and satisfying those needs with the appropriate software.  Where 

customer success is primarily about delivering value, customer engagement refers to the level 
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of interaction between the vendor and customer across all channels over the course of the 

relationship.  Effective implementation of customer success and customer engagement 

principles can improve customer retention, or the process of retaining customers over a specific 

period of time.  When customer needs are met, and engagement is high, the likelihood of 

customer churn is minimized. 

Consideration 

          While the existing literature extensively covers empirical studies on the benefits of 

effective onboarding and training programs, it’s notable that available literature lacks empirical 

studies specific to sales onboarding and training programs in the SaaS industry.  Instead, much 

of the literature in this space consists of conceptual papers or insights from industry experts 

providing perspectives and guidance for SaaS onboarding and training programs.  This absence 

of empirical research should be considered.  This limitation hampers the ability to generalize 

findings or draw conclusions regarding the efficacy and capacity of sales onboarding and 

training programs in delivering revenue within the SaaS space. 

Conceptual Framework 

Human Capital Framework 

          Drawing on existing literature and numerous empathy interviews with Copia’s ELT, I will 

examine Copia’s problem of practice through the human capital framework.  This will facilitate 

further internal and external research and potential solutions.  Human capital theory (HCT) 

underscores the pivotal role of education, training, and skill development in enhancing 
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employee productivity, organizational performance, and profitability (Sweetland, 1996).  

Research supports this theory, indicating that investments in human capital can yield strong 

and desirable organizational performance.  For instance, Combs, et al. (2011) found a strong 

relationship between investing in human capital and organizational performance through a 

meta-analysis of 66 studies grounded in HCT.  Another meta-analysis conducted by Churchill et 

al. (1985) found that “more than 7% of the variation in performance is associated with 

variations in skill” (p. 107).  This suggests that investments in developing and retaining 

specialized knowledge and skills within a firm are crucial for achieving superior performance. 

          Human capital theory can be traced back to the early 1960’s, with Gary Becker and 

Theodore Shultz as influential HCT scholars who have won Nobel prizes for their work and 

contributions in this space (Sweetland, 1996).  According to Sweetland (1996), Becker 

formalized the concept of human capital and provided a theoretical framework for 

understanding its economic implications, which has evolved over the years.  More recently, 

Mignenan (2021) defines human capital as the “set of knowledge, skills, abilities, etc. that each 

individual has acquired through training, experience, coaching, and agility during his or her 

working life cycle, enabling him or her to perform, in a structured way, the tasks in the 

workplace” (p. 74).  Mignenan’s competitive human capital framework (Figure 4) illustrates the 

relationship between HCT variables and competitive human capital. 
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Figure 4 

Human Capital Framework (Mignenan, 2021) 

 

 

 

 

 

 

Investment in Training           

          Mignenan’s (2021) research found a positive and statistically significant correlation 

between employee training and firm performance.  This finding aligns with Becker’s (1994) 

assertion that education and training are the most important investments in human capital.  It’s 

important to note that training should not be a single episodic event.  Dugan et al. (2020) 

argues that initial training, or training during the onboarding process, is important, but not 

sufficient.  Rather, organizations should invest in on-going training.  This ongoing and consistent 

training during an employee’s tenure with the firm creates an environment in which the firm’s 

focus is on leveraging its human capital assets to create additional value for the customer and 

maximize revenue (Dugan et al., 2020). 

          Given the nonroutine nature and the high degree of uncertainty in customer interactions 

in the SaaS environment, effective onboarding and training are critical.  Effective onboarding 

and training equip SaaS sales teams with the necessary knowledge and expertise to sell the 
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software.  Research by (Ahearne et al., 2022) indicates that effective onboarding programs are 

both individualized and institutionalized.  This approach to onboarding encourages salespeople 

to integrate skills and knowledge from previous roles, leading to greater innovation (Ahearne et 

al., 2022). 

          Once onboarded, firms must provide ongoing training.  Lakhani (2022) notes that SaaS 

sales training is unlike other forms of sales training.  Because software is not something a 

customer holds in their hands, Lakhani (2022) argues that selling software-as-a-service requires 

a scientific approach from well-trained representatives.  As mentioned earlier, according to 

Lakhani (2022), any SaaS sales training program should comprise three primary components: 

creating value, building trust, and being data driven. 

          Lakhani (2022) posits that value is not created by discounting, rather value is created 

when sales representatives have a deep understanding of the challenges the customer faces 

and then aligning the features and benefits of the software with those challenges.  Establishing 

trust requires SaaS sales representatives to engage in active listening, display confidence, and 

prove dependable (Lakhani, 2020).  Finally, because SaaS products produce data, SaaS sales 

representatives should leverage that available data to sell (Lakhani, 2020).  

          Companies invest considerable time, money, and effort to train their sales teams, aiming 

to boost sales productivity and profitability (Wilson et al. 2002, as cited in Attia & Honeycutt, 

2012, p. 324).  Mignenan (2021) posits that a firm’s investment in training should be reflected 

as a dedicated line item in the organization’s budget for activities that enrich and develop staff 

knowledge.  As firms think about investing in the training and development of SaaS sales 
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representatives, they should consider an individualized and institutionalized onboarding 

program that promotes adaptability and individualism, and incorporating value creation, trust, 

and a data driven approach into any SaaS training program.  This investment in human capital 

should yield better productivity and enhanced performance. 

Framing Practices 

          According to Goreczny et al. (2017), framing practices in the workplace require leaders to 

be excellent coaches.  The leader or coach must be able to shape how employees interpret and 

react to the training provided.  For example, a good coach will use a metaphor or an analogy to 

make complex material more relatable and understandable.  Mignenan’s (2021) research 

suggests that effective coaching correlates positively with firm performance.  Combs et al. 

(2011) supports this suggestion.  Their research found that when human capital is joined with 

fundamentally sound business practices, including capable leadership, high performance 

follows. 

          Goreczny et al. (2017) highlight the crucial role of leaders in facilitating workplace 

learning.  Establishing clear goals that align an employee’s actions with the organization’s 

priorities improves a leader’s ability to provide effective feedback on employee performance.  

Feedback can play a crucial role in training by providing guidance, reinforcing learning, and 

identifying areas for improvement.  It’s not enough to simply facilitate training, leaders need to 

reinforce that training and ensure the increased capability yields improved performance. 
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Experience Gained 

          Mignenan (2021) found that when organizations provide ample experience opportunities 

for employees during their tenure stage, competitive human capital increases.  Organizations 

can offer a variety of experiences to develop tenured employees.  For example, an organization 

can implement a leadership development program focused on developing decision-making, 

strategic thinking, and team management skills.  An organization could also offer cross-

functional projects as a way to leverage the skill and talent of tenured employees.  These 

projects typically occur outside of the employee’s core role and help broaden understanding 

and enhance versatility. 

          These experiences can enhance skills and improve business acumen among SaaS sales 

professionals.  Heximer (2022) revealed insights from some of the leading influencers in the 

sales enablement industry that support the importance of providing experiences for tenured 

SaaS employees.  According to Zohrabyan (as cited in Heximer, 2022), there is a lack of direct 

training in many SaaS organizations.  Zohrabyan argues that sales leadership must spend more 

time with sales representatives to fully grasp the nuances of the job.  Only then can leadership 

provide the right experiences to further capability and improve performance. 

Agile Environment 

          Finally, Mignenan’s (2021) research found that an agile environment, that is a company 

that can respond quickly but effectively to environmental constraints, promotes competitive 

human capital.  Agile practices such as continuous learning, promoting effective collaboration 

and communication, and empowering employees, yield better results (Mignenan, 2021).  
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Additionally, an agile work environment has a positive effect on an organization’s performance 

(Crnogaj et al., 2022). 

          Implementing these practices requires effective leadership.  Research by Crnogaj et al. 

(2022) found that leadership agility has a positive effect on an agile work environment.  They 

argue that agility starts with the leader and propose leaders embrace an agile management 

style.  Leaders that embrace collaboration, continuous learning, and are willing to empower 

employees, create a sustainable competitive advantage by enhancing the overall human capital 

of the organization (Crnogaj et al., 2022). 

          A key component of an agile team is collaboration and effective communication.  Crnogaj 

et al. (2022) argue that all team members must have knowledge of the organization’s 

operations, business environment, and future priorities.  This requires collaboration and 

communication across organizational functions.  In the SaaS space, it’s critical that the sales 

organization communicates effectively with the engineering organization.  While the sales 

organization is responsible for selling the software and managing customer relationships, it’s 

the engineering department that develops and deploys the software the customer interacts 

with.  Sustainable success is contingent on a culture conducive to effective collaboration and 

communication within these two departments. 

Conceptual Framework Summary 

          This framework highlights how acquiring human capital in the workplace begins during 

the onboarding process and continues through an employee’s tenure with supplemental 

training and experiences (Mignenan, 2012).  I will leverage this model to assess Copia’s current 
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human capital strategies and any proposed recommendations.  Copia’s future success is directly 

proportional to the quality of its employees.  By investing in competitive human capital, Copia 

can create a more dynamic, skilled, and engaged sales organization capable of increasing 

Annual Recurring Revenue. 

Problem Statement 

          Copia Automation is determined to elevate its Annual Recurring Revenue (ARR) to secure 

additional investor capital at a higher valuation.  To achieve this, the company must enhance 

the skills and capabilities of its Sales Development Representatives (SDRs), thereby amplifying 

their efficacy and capacity for revenue delivery.  However, as a start-up company funded by 

venture capital, Copia faces the challenge of limited infrastructure and resources dedicated to 

onboarding and training its SDRs.  Failure to increase ARR could put additional investor capital 

at risk, or at the very least, hinder the company’s ability to secure funding at the desired 

valuation. 

Project Questions 

1. How do Copia SDRs view the relationship between effective onboarding and training 

and success in the role? 

2. In what ways, if any, does Copia’s current onboarding and training process facilitate 

revenue delivery? 

3. As a venture backed Software-as-a-Service (SaaS) start-up with limited resources, what 

initiatives and resources can Copia implement to develop best-in-class onboarding and 

training processes? 
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          Project Purpose 

          The project aims to analyze Copia’s current human capital strategies, understand how 

these strategies facilitate revenue growth, and identify best-in-class onboarding and training 

processes to enhance performance.  The primary objective is to provide effective onboarding 

and training solutions for Copia Automation’s SDRs.  By improving the skills and capabilities of 

the Go-To-Market team through training, coaching, and practical experiences, the project seeks 

to increase their effectiveness and contribute to the company’s goal of elevating annual 

recurring revenue. 

Methodology & Data Collection 

          This mixed-method study, grounded in human capital theory, is designed to understand 

Copia’s current human capital practices, how those practices facilitate revenue, and identify 

best-in-class onboarding and training recommendations for Copia SDRs.  After receiving IRB 

approval, this quality improvement project will include document analysis, four anonymous 

interviews with Copia Sales Development Representatives, and a non-confidential focus group 

with O’Rourke’s senior leadership team (Head of Sales, Enterprise Sales Director, Head of 

Marketing, Director of Sales Development).  Additionally, I will conduct an enterprise-wide 

survey.  Figure 5 below outlines the data collection methods for each project question. 
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Figure 5 

Data Collection Matrix Table 

 

Document Collection 

          Documents collected include an SDR Playbook and an SDR Training Schedule.  The SDR 

Playbook is a dynamic document that provides new SDRs with comprehensive insights into 

Copia’s mission, values, and customer base, as well as the core responsibilities associated with 

the SDR role.  It includes detailed scripts for prospecting and cold calling and expectations for 

customer contacts.  Additionally, the playbook serves as a valuable resource by highlighting key 

personnel at Copia and outlining ideal customer profiles.  As a work-in-progress document, it is 

regularly updated to reflect the latest strategies and insights. 

          The SDR Training Schedule is an Excel-based workbook that outlines a structured two-

week onboarding and training program for new SDRs.  The first week is dedicated to immersing 

new hires in company culture and providing a thorough understanding of their role.  The 

second week emphasizes systems training, skill development, and best practices tailored to 

prospecting and cold calling.  Like the playbook, the training schedule is continually refined to 

incorporate feedback and improve its effectiveness. 
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SDR Interviews           

          Four SDR interviews took place during the week of June 24, each lasting approximately 

forty-five minutes.  Scheduling was coordinated with the help of Grant Mahnken, Copia’s 

Director of Sales Development.  The virtual interviews were conducted via Zoom, with all 

sessions recorded and transcribed.  To ensure data accuracy, participants received a copy of 

their transcriptions. 

          The majority of survey questions are aligned with Mignenan’s (2021) human capital 

framework elements to evaluate how training, coaching, experiences, and agility influence 

performance.  The interview invitation (Appendix A) and the interview questions (Appendix B) 

can be found in the Appendix.  Examples of the interview questions and their alignment with 

Mignenan’s (2021) human capital framework are shown in Figure 6 below: 

Figure 6 

Sales Development Representative Interviews 
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Go-To-Market Leadership Focus Group 

          I conducted a focus group with Copia’s Go-To-Market senior leadership team, including 

the Director of Sales Development and both Enterprise Sales Directors.  The Director of Sales 

Development oversees the Sales Development Representatives, while the Enterprise Sales 

Directors engage key customers and sell the software’s features and benefits.  The focus group 

occurred on August 5, 2024, and was conducted via Zoom.  The session was recorded and 

transcribed, and participants received a copy of the transcription to ensure data accuracy.   

          Similar to the SDR interviews, the questions aligned with Mignenan’s (2021) human 

capital framework.  The questions specific to the Go-To-Market leadership team focus group 

can be found in Appendix C.  Figure 7 below provides examples of the leadership focus group 

questions, demonstrating their alignment with Mignenan’s (2021) human capital framework. 

Figure 7 - Leadership Focus Group 
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Enterprise-Wide Survey 

          The anonymous enterprise-wide survey was conducted using Microsoft Forms and 

consisted of seventeen questions.  A 4-point Likert scale (Strongly Disagree to Strongly Agree) 

was used to collect the responses.  This 4-point scale eliminated the neutral rating.  In addition 

to avoiding a central tendency bias, a 4-point scale compels recipients to express a definitive 

opinion resulting in better, and more actionable insights.  An additional optional question 

invites recommendations and examples on how Copia can enhance its onboarding and training 

programs.  Copia’s CEO distributed the survey via e-mail to the entire organization, with a 

completion deadline of August 9. 

          The survey questions are aligned with Mignenan’s (2021) human capital framework, and 

the complete list of questions can be found in Appendix D.  Figure 8 below illustrates examples 

of the survey questions and their alignment with Mignenan’s (2021) human capital framework. 

 

 

 

 

 

 

 

 

 

 

 

 



Boosting Efficacy and Capacity for Revenue Delivery 
 

33 

 

Figure 8 

Enterprise-Wide Survey 

 

 

Data Analysis 

          To derive actionable insights, I began by examining the survey data to identify potential 

areas for improvement.  Descriptive statistics were calculated using Microsoft Excel, and all 

visualizations were created with Microsoft PowerPoint.  To assess the reliability and internal 

consistency of the survey data, I calculated Cronbach’s Alpha using an open-source statistical 

software (R).  The survey data was analyzed according to each element of Mignenan’s (2021) 

human capital framework.  Finally, the findings from the survey data were triangulated with 

data collected from documents, interviews with Sales Development Representatives (SRDs), a 

focus group with the Go-To-Market leadership team, and existing research.  This 

comprehensive analysis was conducted for each element of Mignenan’s (2021) framework and 

produced actionable insights. 



Boosting Efficacy and Capacity for Revenue Delivery 
 

34 

 

Survey 

          The survey was distributed to all active Copia employees, excluding the CEO, for a total 

population of 48 (N=48).  Over a seven-day period, 41 (n=41) employees responded, resulting in 

an 85% response rate.  The survey was sent via e-mail from the CEO, who provided leadership 

context and sent one follow-up reminder before the deadline.  Although the small population 

size limits generalizability beyond Copia, the high response rate and focus on internal 

onboarding and training processes enhance the reliability and representativeness of the 

insights for Copia’s employee population. 

          As previously mentioned, a 4-point Likert scale (ranging from Strongly Disagree to Strongly 

Agree) was used to collect responses.  The responses were coded numerically, with Strongly 

Agree as 4, Agree as 3, Disagree as 2, and Strongly Disagree as 1.  This scale intentionally 

excluded a neutral option, minimizing central tendency bias and encouraging participants to 

provide more decisive opinions.  This approach yielded findings consistent with the sentiments 

conveyed in the responses. 

          To assess the internal consistency and reliability of the survey data, Cronbach’s Alpha was 

calculated and found to be 0.93.  This value, which ranges from 0 to 1, indicates an elevated 

level of internal consistency and reliability among the survey questions and responses.  The 

high score suggests that the survey results provide a solid foundation for drawing confident 

conclusions about the perceptions of both individual contributors and people leaders regarding 

Copia’s human capital practices.  The Cronbach’s Alpha calculation for each survey question can 

be found in Appendix E. 
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          After coding the ordinal data, I calculated various descriptive statistics, including the 

mean, mode, variance, and standard deviation for each response and for each element of 

Mignenan’s (2021) framework.  A summary of these descriptive statistics is presented below in 

Figure 10. 

Figure 10 

Copia Survey Data – Descriptive Statistics 

 

 

          To enhance the visualization of patterns, simplify the data, and highlight areas for 

improvement, a heat map of the survey results was generated (Appendix F).  Green-shaded 

areas represent ‘Strongly Agree’ responses, while yellow indicates ‘Agree.’  Dark red shading 

corresponds to ‘Strongly Disagree,’ and orange represents ‘Disagree.’  Notably, 86% of the 

responses were favorable, with 14% unfavorable.  The heat map highlights that framing 

practices are a strength for Copia, whereas investments in training present the greatest 

opportunity for improvement.   

          Evaluating the mean scores and variances across the different elements of the framework 

yield findings that align with the visual patterns highlighted by the heat map above.  As an 

example, the mean score for ‘Investments in Training’ was 3.1, with a variance of 0.52.  While a 



Boosting Efficacy and Capacity for Revenue Delivery 
 

36 

 

mean score of 3.1 suggests general positive feedback regarding Copia’s onboarding and training 

practices, a variance of 0.52 and standard deviation of 0.72 indicates a considerable spread in 

participant responses.  This higher variance and standard deviation, compared to other 

elements in Mignenan’s (2021) framework, suggests that opinions and experiences related to 

onboarding and training are more varied than those in other areas.   

          Another example is the overall favorability of the responses, as indicated by the high 

percentage of green and yellow shaded areas, which align with the mode scores for each 

element of the framework.  For instance, ‘Framing Practices’ had a mode score of 4, which is 

reflected in the heat map by the considerable proportion of green and yellow areas.  In 

contrast, the other elements had mode scores of 3, indicating general favorability.  However, 

the higher frequency of dark red and orange responses suggests more varied opinions, as 

represented by higher variances. 

          Figures 12 through 15 below visually illustrate the composite mean scores, mode scores, 

variance, and standard deviation across the four elements of Mignenan’s (2021) framework. 
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Figure 12 

Enterprise-Wide Survey – Mean Score 

 

 

 

Figure 13 

Enterprise-Wide Survey – Mode Score 
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Figure 14 

Enterprise-Wide Survey – Variance 

 

 

 

 

Figure 15 

Enterprise-Wide Survey – Standard Deviation 
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          The survey categorized employees as either individual contributors or people leaders, 

with 28 respondents identifying as individual contributors and 13 as people leaders.  The heat 

maps (Appendix G) highlight the differing perspectives of these two groups, especially regarding 

the ‘Investments in Training’ element of Mignenan’s (2021) framework.   Individual contributors 

had a mean score of 3.2, indicating slight favorability, while people leaders had a mean score of 

2.7, indicating slight unfavorability.  Although the variance (0.48) and standard deviation (0.69) 

were slightly higher among people leaders compared to individual contributors (variance 0.45 

and standard deviation 0.67), this similarity suggests that opinions were relatively consistent 

within each group.  These findings indicate that people leaders clearly recognize the need to 

improve onboarding and training investments. 

          Another notable finding is the general favorability among both individual contributors and 

people leaders regarding ‘Framing Practices,’ as shown by the high percentage of green and 

yellow responses.  Research highlights the importance of effective leadership, which, when 

combined with sound business practices, facilitates high performance (Combs et al., 2011).  The 

mean scores for this element of Mignenan’s (2021) framework were 3.5 for individual 

contributors and 3.3 for people leaders, suggesting that Copia leaders effectively support and 

reinforce existing training to enhance employee capability.  However, perspectives differ 

slightly, with people leaders showing greater variance (variance: 0.45, standard deviation: 0.67) 

compared to individual contributors (variance: 0.31, standard deviation: 0.56), indicating more 

varied opinions among people leaders. 
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          As previously noted, Cronbach’s Alpha was 0.93.  Given the survey’s high reliability and 

internal consistency, I triangulated its findings with data collected from multiple sources, 

including documents, interviews with Sales Development Representatives (SDRs), a focus group 

with the Go-To-Market leadership team, and existing research.  This comprehensive analysis 

was conducted for each element of Mignenan’s (2021) human capital framework.  The insights 

gained from this analysis informed the key findings for each framework element and shaped 

the final recommendations for enhancing Copia’s human capital practices. 

Investments in Training Analysis 

          The enterprise-wide survey included seven statements focused on the ‘Investments in 

Training’ element of Mignenan’s (2021) framework.  The mean score for this element was 3.1, 

with a variance of 0.52 and standard deviation of 0.72.  Overall, 79.4% of the responses were 

favorable (Strongly Agree/Agree) while 20.6% of responses were unfavorable (Strongly 

Disagree/Disagree).  Figure 18 below illustrates the favorability of each survey question within 

this framework element. 
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Figure 18 

Enterprise-Wide Survey – ‘Investments in Training’ Favorability 

 

 

 

          All respondents either agreed or strongly agreed that Copia encourages employees to 

integrate the skills and knowledge gained from their prior experience into their core roles.  The 

mean score for this question was 3.7, indicating strong favorability, with a variance of 0.23, 

suggesting that respondents held similar views.  This finding is significant given research 

supporting the importance of personal identity socialization during onboarding.  According to 

Cable et al. (2013), organizations that encourage employees to apply their previous skills and 

experience see enhanced performance and increased employee engagement.  

          Feedback from SDR interviews and the Go-To-Market leadership team aligned with the 

survey data for this particular question.  SDRs consistently reported that both their next line 

manager (NLM) and the company culture encourage leveraging skills and experiences from 
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previous roles.  One SDR shared that his NLM, whom he had worked with at a previous 

company, repurposed training materials from that past experience to fit Copia’s messaging.  

The SDRs described Copia’s environment as having a “start-up feel,” emphasizing the 

importance of drawing on prior experience to build the necessary infrastructure. 

          One example of leveraging skills and experience from previous roles is the creation of the 

‘SDR Playbook.’  This dynamic document provides new SDRs with comprehensive insights into 

Copia’s mission, values, customer base, and the core responsibilities of the SDR role.  

Developed by Copia’s Director of Sales Development and select members of the Go-To-Market 

team, the playbook was inspired by their prior experiences.  Its dynamic nature allows SDRs and 

their NLM to update it according to evolving business needs.  The playbook not only supports 

existing SDRs, but also serves as a crucial guide to help new SDRs navigate their roles. 

          Copia clearly values the integration of existing skills and personal identity during 

onboarding.  Overall, based on the survey data, employees have reported a positive onboarding 

experience, with 93% feeling that the process helped them understand and connect with 

Copia’s culture, and 88% believing it clearly defined their role’s expectations.  This approach is 

consistent with Bauer’s (2010) research, which identifies four essential elements of an effective 

onboarding program: compliance, clarification, culture, and connection (as cited in Galuppo et 

al., 2022). 

          Feedback from the SDR interviews supports these findings.  Several SDRs highlighted the 

value of pairing with a fellow SDR during those first few weeks of employment.  One SDR noted, 

“Attending calls with the two SDRs based in Los Angeles was by far the most beneficial part for 



Boosting Efficacy and Capacity for Revenue Delivery 
 

43 

 

me.  Being remote, it helped me feel more connected to the team and company.”  Additionally, 

SDRs appreciated the availability of pre-recorded demo introductions which helped clarify their 

core role, with one SDR commenting, “We had a plethora of pre-recorded demonstration 

videos that were incredibly helpful during that first month.”  These insights align with Bauer’s 

(2010) emphasis on culture, connection, and clarification in effective onboarding. 

          The greatest opportunities for improvement within this element of Mignenan’s (2021) 

framework relate to adequate and customized training.  Only 59% of respondents felt that 

training is tailored to fit individual needs, and 68% believed that training adequately prepares 

them for their roles.  These lower favorability ratings are reflected in the mean scores of 2.9 for 

adequate training and 2.7 for customized training.  Additionally, the variance in respondent 

opinions was high with a standard deviation of 0.74 for adequate training and 0.76 for 

customized training.  This suggests that while some employees are satisfied with existing 

training, in general, Copia employees recognize the need for more training and for training that 

is better customized to their specific roles. 

          This opportunity is even more pronounced among people leaders.  As a reminder, 13 

respondents identified as people leaders, and their mean scores were lower, with 2.3 for 

customized training and 2.5 for adequate training. These findings suggest that while all Copia 

employees see an opportunity for better and more customized training, people leaders are 

particularly aware of this opportunity.  Figure 19 below highlights the differing perspectives 

specific to adequate and customized training amongst people leaders and individual 

contributors: 
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Figure 19 

Enterprise-Wide Survey – Adequate & Customized Training Mean Scores 

(People Leader/Individual Contributor Comparison) 

 

          Feedback from both SDR’s and the Go-To-Market leadership team echoes this sentiment.  

One SDR mentioned that when they joined the company, “there wasn’t a ton of materials” 

specific to onboarding and training.  They highlighted a lack of training focused on SDR 

messaging, tone, outbound communications, and expectations.  Another SDR discussed the 

difficulties of selling SaaS products as a newcomer to the industry, stating that inexperienced 

hires require “a whole different kind of training.”  While some of this training occurs during 

weekly group huddles and role plays with the NLM, they noted that the first few months can be 
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particularly challenging.  As an example, this person described trying to identify customers in 

the CRM those first few weeks as “just messing around, making your own list, and just kind of 

figuring it out yourself.” Finally, another SDR expressed the need for more structured training 

tailored to the industry to enhance their knowledge and confidence. 

          As previously noted, the Go-To-Market leadership team recognizes the need to enhance 

and customize training.  A focus group with these leaders revealed a strong commitment to 

improving support and development for SDRs through better training.  The Director of Sales 

Development discussed his efforts in creating the ‘SDR Playbook’ and developing a 

comprehensive 2-week training curriculum.  This curriculum introduces new SDR’s to key 

personnel at Copia, covers the fundamentals of GIT and its applications, familiarizes them with 

sales platforms, and teaches them how to prospect and conduct cold calls.  Although the 

curriculum is comprehensive, the leadership team acknowledged that much of an SDR’s 

development still involves “learning as you go” and “learning from being under fire.” 

          The leadership team identified sourcing and hiring the right talent as a key area of 

opportunity.  Beyond training, they emphasized the importance of finding candidates with 

“persistence and grit,” noting the value of someone who “can’t stand to be last on the 

dashboard at the end of the day.”  One senior leader described his onboarding experience at 

Copia as a “trial by fire,” acknowledging the limited infrastructure and resources typical of a 

startup.  His approach was to “just jump in, and you are going to learn that way.”  These 

insights underscore the importance of hiring the right talent, especially given Copia’s status as a 
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startup, but also highlight the need to complement on-the-job learning with structured training 

and support. 

          In conclusion, the survey revealed that only 73% of respondents were satisfied with the 

overall quality of onboarding and training at Copia.  While deeper analysis of the data suggests 

that onboarding is relatively strong, there is an opportunity to enhance the adequacy and 

customization of training.  Research underscores the importance of ongoing training, 

particularly in the IT sector, where it not only meets employee’s development needs but also 

boosts overall performance (Dugan et al., 2020).  Mignenan (2021) found a significant positive 

correlation between employee training and firm performance, a finding further supported by 

Churchill et al. (1985), who demonstrated that higher skill levels are associated with better 

performance.  Given the proven impact of training on business outcomes, it is crucial for Copia 

to invest in the continuous development of its employees. 

Framing Practices Analysis 

          The enterprise-wide survey included five statements focused on the ‘Framing Practices’ 

element of Mignenan’s (2021) framework.  The mean score for this element was 3.5, with a 

variance of 0.37 and standard deviation of 0.61.  Overall, 95.1% of the responses were 

favorable (Strongly Agree/Agree) while 4.9% of responses were unfavorable (Strongly 

Disagree/Disagree).  Figure 20 below illustrates the favorability of each survey question within 

this framework element. 

 



Boosting Efficacy and Capacity for Revenue Delivery 
 

47 

 

Figure 20 

Enterprise-Wide Survey – ‘Framing Practices’ Favorability 

 

 

 

          Copia’s framing practices received favorable feedback indicating the strength of its 

leadership.  Research conducted by Mignenan (2021), and Combs et al. (2011) has shown a 

positive correlation between effective coaching, capable leadership, and firm performance.  

Amabile and Kramer (2011), argue that empowering talented individuals to succeed at 

meaningful work is the key to achieving this performance.  They emphasize that amazing 

performance begins with leadership providing employees with clear goals and supporting their 

progress towards those goals. 

          According to the enterprise-wide survey, all respondents (100%) agreed or strongly 

agreed that they have clear goals and objectives aligned with Copia’s priorities.  Additionally, a 

significant majority (93%) agreed or strongly agreed that management provides feedback that 
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contributes to performance improvement.  This finding is particularly noteworthy in light of the 

research conducted by Amabile and Kramer (2011), which emphasizes the importance of clear 

goals in building high performing teams.  The research suggests that clear goals are second only 

to facilitating progress in driving team performance.  Therefore, by establishing clear goals and 

consistently providing feedback aligned with those goals, Copia’s leadership is effectively 

facilitating progress. 

          Data from the SDR interviews and the focus group with the Go-To-Market leadership 

team align with the survey responses for these two questions.  SDRs highlighted the daily 

expectations around contact volume (connect rate) and meetings booked (conversion rate).  

They also discussed the support and feedback they receive from their NLM in achieving these 

goals.  One SDR explained how their NLM regularly reviews calls and provides feedback, 

offering a balanced approach that includes both areas for improvement and recognition of 

success.  Another SDR emphasized the collaborative nature of the feedback, describing it as a 

team effort with the NLM asking “what can we do” to increase the connect rate.  This suggests 

that the NLM is not only giving feedback but is also personally invested in helping the SDRs 

progress towards their goals. 

          Another notable strength from the survey data is that 98% of respondents indicated their 

manager demonstrates care and concern.  Amabile and Kramer (2011) refer to care and 

concern as “nourishers,” emphasizing that leadership should not only provide emotional 

support but also foster an environment where employees can support each other.  The 

feedback from SDR interviews aligns with the finding.  One SDR compared Copia to “one big 
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family,” while another shared a story of an Enterprise Sales Director offering to connect 

virtually for thirty minutes, demonstrating care despite the absence of a formal reporting 

relationship.  Additionally, the SDRs collectively highlighted the support and praise they receive 

from their NLM, with one SDR explaining that when a meeting is booked, it’s shared across the 

various communication platforms, and the resulting recognition “keeps me driven towards my 

goals.”  This comment highlights how recognition, as an expression of care and concern, can 

enhance intrinsic motivation.  Amabile and Kramer (2011) define intrinsic motivation as “the 

love of the work itself” (p. 34) and argue that it drives employees to persevere and succeed, 

even in the face of challenges or obstacles. 

          Lastly, 88% of respondents expressed positive views regarding management’s 

engagement in personal development conversations with subordinates, reflected by an overall 

mean score of 3.4.  However, a closer examination reveals differing perspectives between 

individual contributors and people leaders.  Individual contributors had a mean score of 3.4, 

with a standard deviation of 0.62 and a variance of 0.34, indicating strong favorability and 

consistent responses.  In contrast, people leaders had a lower mean score of 2.9, with a higher 

standard deviation of 0.86 and a variance of 0.74, reflecting less favorable and more varied 

opinions.  Figure 21 below highlights these differences. 
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Figure 21 

Enterprise-Wide Survey – Personal Development Mean Scores 

(People Leader/Individual Contributor Comparison) 

 

          The interviews and focus group yielded limited insights on personal development 

conversations with management.  SDRs generally expressed positive views about NLM training 

and support.  However, feedback from the Go-To-Market leadership team suggested that 

personal development discussions with NLMs were inconsistent.  Leadership described a “start-

up atmosphere” where personal growth was largely seen as the individual’s responsibility.  One 

leader referred to his early experience as “trial by fire,” emphasizing the need to join with “eyes 

wide open.”  These insights, combined with the lack of concrete feedback, suggest that while 



Boosting Efficacy and Capacity for Revenue Delivery 
 

51 

 

individual contributors feel they have adequate development conversations with the NLMs, 

there is an opportunity for senior management to engage in similar discussion with their team 

members. 

Experiences Gained Analysis 

          The enterprise-wide survey included two statements focused on the ‘Experiences Gained’ 

element of Mignenan’s (2021) framework.  The mean score for this element was 3.0, with a 

variance of 0.46 and standard deviation of 0.68.  Overall, 80.5% of the responses were 

favorable (Strongly Agree/Agree) while 19.5% of responses were unfavorable (Strongly 

Disagree/Disagree).  Figure 22 below illustrates the favorability of each survey question within 

this framework element. 

Figure 22 

Enterprise-Wide Survey – ‘Experiences Gained’ Favorability 
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          Survey data revealed that 90% of respondents agreed or strongly agreed that mentorship 

and coaching are essential elements of Copia’s commitment to employee development.  The 

mean score of 3.2 reflects overall favorability, with a variance of 0.36 and a standard deviation 

of 0.60, indicating minimal variability in responses.  This finding aligns with Dugan et al.’s (2020) 

research, which underscores the critical role of peer coaching in the SaaS industry. 

          Feedback from SDRs and the Go-To-Market leadership team corroborates the survey 

findings and aligns with existing research.  Interviews with SDR’s highlighted the critical role of 

mentorship and peer coaching in achieving success in the role.  One SDR described the Go-To-

Market team’s culture as “welcoming” and shared how his NLM facilitated formal mentoring 

relationships with two other SDRs.  He emphasized that being paired with experienced peers 

was “the most beneficial part” of his onboarding.  Another SDR explained the value of peer 

support, saying: 

“Yeah, I mean, I think at the end of the day, whatever you sell, you might not be all that 

personally invested in.  You know, I don’t develop code outside of work, you know.  I love our 

product and I see the value of it, but it’s not like that gets me out of bed every day.  It’s being 

on a team that I support and that I feel supported on.” 

          Another SDR described a peer as the “ultimate CRM guy,” emphasizing how crucial his 

support was when navigating the CRM during the early days of onboarding.  He further 

explained that while his NLM was proficient with the CRM, he felt more “comfortable” knowing 

he could rely on this peer for guidance.  This individual referred to as the “ultimate CRM guy” 

acknowledged his role in running much of the team’s training.  He pointed out that some new 
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SDRs joined directly from school, and his previous experience in SaaS sales enabled him to 

mentor and coach them effectively.  This peer support is particularly significant, as Sharma and 

Stol (2020) found that organizational support is the largest factor in the success of onboarding 

and training programs. 

          According to the survey, only 71% of respondents agreed or strongly agreed that the 

training provided sufficient real-world scenarios and practical experiences.  Interviews with the 

SDRs did not yield many specific examples supporting training in terms of real-world scenarios 

and practical experiences.  However, one SDR mentioned the opportunity to present their 

success with the “new auto dialer” and expressed fulfillment in “being recognized in that 

manner.” 

          While the SDR’s provided limited feedback on the sufficiency of real-world scenarios and 

practical experiences, the focus group with the Go-To-Market leadership team revealed many 

ideas and opportunities.  One leader emphasized the need to better understand the 

marketplace and competition, suggesting the inclusion of experts who can “provide real-life 

knowledge.”  Another suggestion was to incorporate “factory tours” into the training 

curriculum to enhance understanding of the manufacturing process.  Additionally, a leader 

shared their experience with overly robust training curriculums and recommended off-site 

seminars as a more effective approach.  They highlighted the benefits of a 5-day seminar they 

attended at a prior company.  These suggestions highlight the importance and opportunity to 

enhance the training curriculum with real-world scenarios and practical experiences. 
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Agile Environment Analysis 

          The enterprise-wide survey included two statements focused on the ‘Agile Environment’ 

element of Mignenan’s (2021) framework.  The mean score for this element was 3.1, with a 

variance of 0.44 and standard deviation of 0.66.  Overall, 86.5% of the responses were 

favorable (Strongly Agree/Agree) while 13.5% of responses were unfavorable (Strongly 

Disagree/Disagree).  Figure 23 below illustrates the favorability of each survey question within 

this framework element. 

 

Figure 23 

Enterprise-Wide Survey – ‘Agile Environment’ Favorability 

 

 

 

          Mignenan (2021) defines an agile environment as one where leadership and the 

organization embrace continuous learning, foster effective collaboration and communication, 
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and empower employees.  He argues that such environments allow companies to address 

environmental challenges swiftly and effectively, thereby enhancing their competitive edge in 

human capital.  The survey supports this view, with 90% of respondents believing that 

opportunities for continuous learning and skill enhancement are readily available, and 83% 

affirming the presence of effective collaboration and communication across all levels.  These 

results reflect staunch support for an agile environment. 

          The mean score for continuous learning and skill enhancement was 3.2, indicating a 

favorable perception, while the variance and standard deviation were 0.35 and 0.59, 

respectively, reflecting moderate variability in responses.  This positive outlook is further 

supported by SDR interview data.  One SDR noted that their NLM’s weekly meetings, which 

feature role plays and group feedback, effectively support learning.  They described their NLM 

as a “very encouraging supervisor” and mentioned they “never feel stressed out,” attributing 

this to the balanced feedback and recognition provided during role plays.  The SDR explained, “I 

never feel stressed out from the expectations of the role.  This role already has enough 

expectations, and a supervisor who is not constantly hovering is really beneficial.”  Another SDR 

highlighted the accessibility of their NLM, noting, “he will always be there to answer a 

question” and detailed how the NLM assisted in sourcing companies by food processors, quickly 

providing a list of potential customers.  These observations align with research by Crnogaj et al. 

(2022), which found that leadership agility positively impacts an agile work environment and 

that this agility begins with the leader. 
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          Feedback from senior leaders varied slightly from that of the SDR’s.  The mean score for 

continuous learning and skill enhancement was 2.9 for people leaders compared to 3.2 for 

individual contributors.  While Enterprise Sales Directors recognized the efforts of the SDR’s 

NLM in training and development, they emphasized the need for deeper product expertise.  

One Enterprise Sales Director noted, “we need to bring in real life knowledge of stuff that is 

happening out there” and that “we don’t do enough of that today.”  He also highlighted the 

opportunity to better leverage existing systems, stating, “we have lots of good systems and 

there are so many different things we could be doing in those systems.”  These insights suggest 

that enhancing marketplace expertise and improving the use of systems are key areas where 

Copia could further advance continuous learning. 

          The mean score for effective collaboration and communication was 3.1, suggesting a 

general favorable perception, though with notable variability as indicated by a variance of 0.54 

and a standard deviation of 0.74.   People leaders reported a slightly lower mean score of 2.9 

compared to 3.2 for individual contributors.  However, individual contributors exhibited greater 

variability in their responses, as evidenced by a higher variance and standard deviation (see 

Figure 24). 
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Figure 24 

Enterprise-Wide Survey – Effective Collaboration & Communication Var and Std Dev 

(People Leader/Individual Contributor Comparison) 

 

          The variability in individual contributors’ perspectives on collaboration and 

communication is expected, given the remote nature of the role.  Many SDRs shared similar 

views on what constitutes effective collaboration and communication.  While they highlighted 

positive examples within the Go-To-Market team, they noted a lack of interaction outside of it.  

One SDR likened remote work to being “like an icon on the screen,” emphasizing the virtual 

disconnect with colleagues.  Another SDR described collaboration between the Go-To Market 

team and engineering as “a little siloed,” suggesting that improved collaboration could enhance 

mutual understanding and alignment on company initiatives.  A third SDR echoed this 
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sentiment, stating “we don’t really talk to engineering all that much” and that “there aren’t too 

many strings that connect us.” 

          A common theme among SDRs regarding collaboration was the impact of Copia’s in-

person company retreat earlier this year.  It was their first-time meeting co-workers face-to-

face.  Held in San Diego, the retreat provided the Go-To-Market team, particularly SDRs, the 

chance to connect with peers from other departments, such as engineering.  One SDR 

described the experience as “really cool,” noting it was the first time interacting directly with 

the engineering team members they work with daily.  Another SDR mentioned how the 

conversations with engineers helped them “learn a lot more about the product” than they had 

previously known. 

          These insights are significant, as research highlights the critical role of communication and 

collaboration between sales and engineering in the SaaS industry.  Crnogaj et al. (2022) argues 

that while the sales team is responsible for selling the software and managing customer 

relationships, it is the engineering department that develops and deploys the software the 

customers use.  Sustainable success in this space relies on fostering a culture that promotes 

effective collaboration and communication between these two departments. 

Findings 

Investments in Training Findings 

          This element of Mignenan’s (2021) human capital framework represents the greatest area 

of opportunity for Copia.  With a mean score of 3.1, a variance of 0.52, and a standard deviation 
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of 0.72, respondents expressed slightly favorable views but with a range of diverse opinions.  

Onboarding, as a key element of training, emerged as a particular strength for Copia.  All 

respondents felt encouraged to integrate skills and knowledge from prior experiences, and 93% 

agreed that their onboarding experience helped them understand and feel connected to 

Copia’s culture.  Copia’s individualized and institutionalized onboarding approach should 

continue, with an added focus on enhancing peer connections.  Bauer (2010) emphasizes that 

effective onboarding programs should address four core components:  compliance, 

clarification, culture, and connection.  While the survey underscored onboarding strengths, SDR 

interviews and the Go-To-Market leadership team focus group identified a need to enhance 

SDR connections with senior leadership and other departments. 

Investment in Training – Finding 1 

 

          Customized and adequate training emerged as a key opportunity for improvement at 

Copia.  The survey revealed that only 59% of respondents felt training is tailored to their needs, 

and just 68% believed it adequately prepares them for their role.  This sentiment was echoed in 

both SDR interviews and the focus group with the Go-To-Market leadership team.  People 

leaders, in particular, recognize this gap, with mean scores of 2.3 and 2.5 for customized and 

adequate training, respectively.  Although the SDR Playbook includes a comprehensive 2-week 

training schedule and weekly group huddles offer additional training, participants expressed a 

need for more frequent and role-specific training to improve skills.  Research by Churchill et al. 
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(1985) highlights a positive correlation between skill level and performance.  To develop the 

necessary skills to improve key performance metrics such as contact rate and connect rate, 

SDRs require enhanced, ongoing training tailored specifically to their role. 

Investment in Training – Finding 2 

 

 

Framing Practices Findings 

          With a mean score of 3.5 and a mode score of 4, this was identified as Copia’s greatest 

area of strength.  All respondents agreed that they have clear goals aligned with Copia’s 

priorities, and nearly all (98%) agreed that their managers demonstrate care and concern.  

Participants described the clarity of goals and the critical role of management support and 

feedback, particularly through recognition.  This finding is important given the research by 

Amabile and Kramer (2011) which emphasizes that clear goals are foundational to driving high 

performance in teams, and that effective leadership, marked by care for employees, help 

facilitate progress towards those goals.  However, based on interviews with SDRs and the focus 

group with the Go-To-Market leadership team, a formalized approach to facilitating progress 

was missing. 

Framing Practices – Finding 3 
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          The survey showed that 88% of respondents regularly engage in personal development 

discussions with their managers.  However, opinions varied amongst people leaders, with only 

77% of those in leadership roles expressing satisfaction with the quality and consistency of 

these conversations.  This notable disparity between individual contributors and people leaders 

highlights a potential gap in how development discussions are managed, particularly for people 

in leadership positions. 

Framing Practices – Finding 4 

 

Experiences Gained Findings 

          Mentorship and coaching were identified as crucial elements of Copia’s commitment to 

employee development by 90% of survey respondents.  This perception was echoed by both 

SDRs and Go-To-Market leadership.  The survey produced a mean score of 3.2, with low 

variance (0.36) and standard deviation (0.60), reflecting an elevated level of agreement and 

consistency among participants.  This finding aligns with Sharma and Stol’s (2020) research, 

which highlights that organizational support through mentorship and coaching is the most 

significant factor in onboarding and training success. 

          While Copia should continue to support and enhance its coaching and mentorship 

practices, the company should also focus on integrating more real-world scenarios and practical 

experiences into the training program.  Providing employees with ample hands-on experiences 

has been shown to increase competitive human capital (Mignenan, 2021).  However, only 71% 
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of survey respondents agreed that the current training program includes sufficient real-world 

scenarios and practical applications.  Although SDRs offered limited feedback on specific 

examples, the Go-To-Market leadership team identified this as an area for improvement. 

Experiences Gained – Finding 5 

 

Agile Environment Findings 

          Creating an agile environment where a company can respond quickly and effectively to 

external challenges starts with strong leadership.  Mignenan (2021) and Crnogaj et al. (2022) 

emphasize that agile practices, such as continuous learning, fostering collaboration and 

communication, and empowering employees, lead to improved performance.  Although 90% of 

survey respondents agreed that opportunities for learning and skill development are readily 

available, feedback from SDRs and Go-To-Market leadership differed.  SDRs shared several 

positive examples of support from their NLM, while Copia’s leadership recognized the need to 

further enhance continuous learning.  This was reflected in leadership feedback and a relatively 

lower mean score of 2.9 for this specific question. 

Agile Environment – Finding 6 

 

          Only 83% of survey respondents believe there is effective collaboration and 

communication across all levels, with individual contributors showing greater variability in their 
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responses and providing more critical feedback.  This is particularly understandable given the 

remote nature of Copia’s workforce, especially the SDRs.  Crnogaj et al. (2022) emphasize that 

all team members must understand the organization’s operations, business environment, and 

future priorities, which requires strong cross-functional collaboration.  In the complex SaaS 

sales environment, it is especially important for the Go-To-Market team, particularly SDRs, to 

communicate effectively with the engineering department. 

Agile Environment – Finding 7 

 

Recommendations 

          This project aimed to assess Copia’s current human capital strategies, evaluate their role 

in driving revenue growth, and identify best practices for onboarding and training to optimize 

performance.  The analysis uncovered key findings that informed recommendations to enhance 

the skills and capabilities of the Go-To-Market team through targeted training, coaching, and 

hands-on experience.  If implemented, these recommendations have the potential to boost SDR 

effectiveness and support the company’s goal of increasing annual recurring revenue.  The 

following is a summary of the proposed recommendations, highlighting their alignment with 

Mignenan’s (2021) conceptual framework and the findings from the data analysis (Figure 25). 
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Figure 25 

Recommendations 

 

Recommendation I 

          To effectively sell software in a business-to-business setting, SaaS sales professions must 

work in close alignment with engineering and other key departments (Dugan et al., 2020).  Such 

cross-department collaboration can enhance SDR understanding of Copia’s operations, business 

environment, and strategic priorities.  My first recommendation is to strengthen Copia’s 

onboarding process by fostering stronger connections between SDRs, senior leadership, and 

other departments.  This holistic approach will accelerate the transfer of essential knowledge 

and skills, supporting more effective integration and performance. 
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          Effective collaboration can enhance relationships with other departments and provide 

SDRs with a deeper understanding of company operations.  Specifically, by working closely with 

the engineering team, Copia SDRs can gain a more comprehensive understanding of the 

software they are selling.  This is particularly valuable given the challenges SaaS sales 

professionals face in a highly competitive market.  A stronger grasp of the product can lead to 

improved connect rates for SDRs, ultimately boosting their effectiveness. 

          Given the size of Copia, I recommend that senior leadership, including the Chief Executive 

Office, Chief Revenue Officer, and Vice President of Business Development, conduct quarterly 

virtual check-ins with SDRs.  This mentorship and strategic guidance will enhance SDR decision-

making and performance, while fostering a stronger connection to Copia’s culture and vision.  

Additionally, I propose assigning each SDR a mentor from the engineering department during 

onboarding.  This structured relationship will promote cross-department collaboration and 

equip SDRs with the knowledge and skills needed to effectively represent and sell Copia 

software. 

Recommendation II 

          Amabile and Kramer (2011) emphasize that “any manager’s job description should start 

with facilitating subordinates’ progress every day” (p. 89).  This begins by providing employees 

with meaningful work and clear, aligned goals.  While establishing clear goals emerged as a 

strength for Copia, there is room to improve how progress towards those goals is facilitated.  

My second recommendation is to implement a formalized process to track and support SDR 
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progress on key metrics, such as contact rate and connect rate, drawing on the principles 

outlined in The Progress Principle. 

          I recommend that Copia’s senior leadership adopt the principles from The Progress 

Principle and create a forum to disseminate these concepts with the organization’s people 

leaders.  This could take the form of a 1-2-day deep dive, focusing on practical application.  

Additionally, I propose that people leaders collaborate with SDRs to establish quarterly metrics 

with clear starting points.  Together, they would agree on specific goals for each metric and 

hold quarterly performance discussions to celebrate progress.  The focus should be less on 

achieving the goal itself and more on the progress made, highlighting how this progress aligns 

with Copia’s vision and strategy. 

Recommendation III 

          SDRs play a crucial role in generating and qualifying leads, a task Vo (2019) identifies as 

the most critical part of the SaaS sales process.  Unfortunately, according to industry experts, 

many SaaS sales representatives are unprepared to make a sale (Heximer, 2022).  The rapidly 

evolving nature of SaaS products requires continuous learning and adaptability.  Therefore, my 

final recommendation is to extend the current 2-week training program to include ongoing, role 

specific training and tailored experiences to meet the evolving needs of SDRs. 

          By extending and enhancing the current 2-week training program, Copia can shift from a 

“learning under fire” approach to a more structured and continuous learning environment.  I 

propose incorporating additional training focused on optimizing current systems, gaining 

deeper insights into the marketplace and competition, and offering factory tours to strengthen 
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the understanding of the manufacturing process.  Additionally, integrating an AI platform, such 

as SkillGym, to supplement role-playing exercises will enrich the curriculum, providing SDRs 

with a more comprehensive foundation. 

          While Copia’s status as a relatively new start-up limits its available resources, building a 

capable and motivated sales team is essential for monetizing their software and growing 

recurring revenue.  Churchill et al. (1985) found that an employee’s skill level is positively 

correlated with performance and emphasized the importance of managing and developing 

salespeople after hiring.  Therefore, Copia must prioritize sales training and rethink traditional 

approaches to succeed in the competitive SaaS landscape. 

Conclusion 

          This quality improvement project aimed to assess Copia’s current human capital 

strategies, evaluate their impact on revenue growth, and identify best practices for onboarding 

and training to optimize performance.  The data collection process was guided by Mignenan’s 

(2021) human capital framework, and the recommendations were based on the findings.  While 

these recommendations address areas for improvement, it is important to recognize that Copia 

is already implementing several effective strategies to develop and strengthen its human 

capital. 

          I believe the recommendations, if implemented, can further strengthen Copia’s human 

capital and enhance overall performance.  To increase annual recurring revenue, Copia must 

efficiently deploy its software to customers and provide sufficient value to ensure its continued 

use.  Achieving this requires a skilled and motivated sales team, especially in the fast-paced, 
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competitive SaaS industry.  These recommendations aim to improve SDR engagement with 

senior leadership and other departments, particularly engineering, empower people leaders to 

facilitate SDR growth and progress, and deliver the ongoing, role-specific training that is 

currently lacking. 

Limitations 

          This project aimed to enhance human capital at Copia Automation.  With an 85% survey 

response rate, strong internal consistency, and additional insights from interviews and a focus 

group representing nearly 33% of the Go-To-Market team, the data provides a solid foundation 

for drawing confident conclusions about the perceptions of both individual contributors and 

people leaders regarding Copia’s human capital practices.  However, due to the small size of 

Copia’s employee population, these findings should not be generalized beyond the 

organization.  Additionally, while the recommendations were partially informed by the 

research, much of the available literature was not specific to the SaaS sector.  Lastly, the data 

collection was conducted virtually, and full access to the entire system that generated the data 

was not available. 
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Appendix F 

Enterprise-Wide Survey Heat Map 
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Appendix G 

 

Enterprise-Wide Survey Heat Map – Individual Contributors 

 

 

Enterprise-Wide Survey Heat Map – People Leaders 

 


